GOVERNOR’S
AGENCY HEADS’ MEETING

Governor Sonny Perdue

April 8, 2008

Presentations & Workshop Handouts




CONTENTS

» Agenda

» Lonice Barrett: Best-Managed State 3
» Pat McLagan: Leading Transformation 21

Workshop Handouts

» Peggy Hutcheson, Ph.D. 49
Changing the Game for State Employees

» Pat McLagan
Creating a Leadership Legacy 58




MEETING AGENDA

Welcome — Jim Lientz
Governor’s Comments
Comments

Bob Hatcher, Co-Chair, Commission for a New Georgia
Erroll Davis, Chancellor, Board of Regents

Bart Graham, Commissioner, Department of Revenue
Greg Dozier, Commissioner, Department of Driver Services

Lonice Barrett: Becoming a Best-Managed State

Recognition of Task Force members, Implementation Teams,
and Customer Service Champions

Pat McLagan: Keynote — Leading Transformation

WORKSHOPS: BREAK-OUT SESSIONS




THE QUIET REVOLUTTION
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MAKING GEORGIA
THE BEST-MANAGED STATE
IN AMERICA




TRANSFORMATION TIMELINE H

“Our goal is to make Georgia the !
best-managed State in America.”
£ ke
S » Best-Managed State initiative launched
smm ﬁﬁ:ﬁm ‘:‘ ?
- g TEAN ' = » Commission for A New Georgia formed

» Task Force process begun
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TRANSFORMATION TIMELINE

“We’re embedding principles and culture

to transcend my administration.”
Governor Sonny Perdue

» 11 Task Forces reported recommendations

» Office of Implementation established

» First 4 Implementation Teams went to work




TRANSFORMATION TIMELINE

“We give value to citizens by managing well.”

Governor Sonny Perdue

» Government Performance Project grades
Georgia “B” -- midpoint among states
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GRAEING THE STATES
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» Implementation of CNG initiatives started
showing results in savings, accountability

» Renewed commitment to raise our grade
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TEAM IMPLEMENTATION MODEL

GOVERNOR PERDUE 7

LEADERSHIP TEAM

Chief of Staff
Chief Operations Officer

CNG/IMPLEMENTATION
Director of MANAGING DIRECTOR
Implementation * Project Manager

* Information Services
« Admin Coordinator

4 pdmin. & Tech. Support

FIRST 4 TEAMS

Chief Financial Officer

Communication/Coordination

Administrative Services U2k HE el

& Procurement

S ............... M .............................. t ............. { TaSk Force Chair} 57 Team

pace Management Members Members

& Capital Construction
Fleet Management WORK GROUP

Tourism Representatives

of Participating Agencies




TASK FORCE STUDIES: 2003 - 2007

1. Administrative Services 13. Competitiveness

2. Procurement 14. Workforce Development

3. Capital Construction 15. Community Care for Behavioral

4. Space Management Health & Developmental Disabilities
5. Public Finance Options 16. State Health Benefits

6. Receivables 17. Aviation

7. Leadership Development 18. Risk Management

8. Customer Service 19. Service Delivery

9. Tourism 20. Transportation

10. Strategic Industries 21. Freight & Logistics — 2008

22. IP Commercialization — 2008
11. & 12. Fleet Management | & |l o

Task Force Reports @ newgeorgia.org




ONGOING GUIDING PRINCIPLES =

“l want this to be a
principle-centereq,
people-focused,
results-driven,
facts-based
administration.”

Governor Sonny Perdue

Enterprise Approach

Value to Citizens



¥ “We are making sensible, strategic

Reforms to make government thore
. Efficient and responsive to citizens.”

» First State Accounting Officer and State Property Officer

Tourism Foundation
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GOVERNMENT PERFORMANCE PROJECT i
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CEMNIEH UN ITHE S1AIES

1999 C+
2001 B
2006 B
2008 B+

REPORT CARD
ON THE STATES

2008 Application

Submitted July 16, 2007




THE 2008 GPP REPORT

TOPIC COORDINATORS 12
Information . Patrick Moore . .

Infrastructure Gena Abraham
People Steve Stevenson
Money . ... Shelley Nickel ... T ooy

Child Protection B.J. Walker

MONEY « PEOFLE « INFRASTRUCTURE » INFORMATION » CUSTOMER SERVICE

Georgia. |

INTERVIEWED (1- 3 hours each)

Bob Hatcher Joe Rogers

Tommy Hills Jim Lientz

Joe Doyle Gena Abraham

Steve Stevenson Jim Donald it o
Patrick Moore B.J. Walker
Shelley Nickel Ron Nawrocki




MAKING THE GRADE: 2008 H

MARCH 3, 2008 "

«=omenrs 2008 Grading-the-States Report Card
TDNINI Washington, D.C.

Xl Georgia

Highest grade in Southeast
Improved in 3 out of 4 categories

Gov. Perdue was one of only
2 Governors invited to speak at the
Pew Center announcement




2008 REPORT CARD for the STATES
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R.O.I. PERFORMANCE: TOP 10 STATES

RETURN ON INVESTMENT STATE ROI Quotient

FORMULA

1. Texas 242

GRADE B+ = 88 2. Georgia 236

= 3. Missouri 211

Per Capita $3,732 4. Tennessee .207

SPENDING * 5. Virginia 202

* 2nd Jowest in nation 6. Indiana 199

/. Arizona 197

8. Florida 195

A~ B+ B B- C+ C C- D+ 9. Nebraska 195

92 88 85 82 78 75 72 68 10. Utah 195







=== GOVERNING THE ‘NEW GEORGIA’ WAY .

TEAM

ENTERPRISE-WIDE FUNCTIONS

Led by state agencies with core missions

Procurement DOAS Human Resources SPA
Facilities SPO Fleet Management DOAS
Energy GEFA Risk Management DOAS
Customer Service OCS Finance/Receivables SAO
Information Tech GTA

CULTURE OF PUBLIC SERVICE

Teamwork Accountability Fast-Friendly-Easy

Stewardship Transparency Results
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PAT MCLAGAN

Chairman & CEO
McLagan International, Inc.




Phase Ill Change

Leading Sustainable Transformation for the
State of Georgia
Pat McLagan



Transformational: New
Vehicle, New Environment

Transitional: New
Propulsion

3 KINDS OF CHANGE




Design the New

Continue to Deliver




Phase |:

Purpose: Best Managed State

Design Elements: CNG
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Results-focused
leadership

Leadership Dev. Etc...
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The View From Space




Knowing what I know
now about what it takes
to make these kinds of
changes, I might not
have done it........



Knowing what I know now
about what it takes to make
these kinds of changes, 1
might not have done it........

.... But I’'m glad we daid!

Graham Mackay, CEO SAB-Miller



If anyone had told me 5
years ago that an old
executive could still
make major personal
changes, I wouldn’t
have agreed........



If anyone had told me 5 years ago
that an old executive could stil
make major personal changes, 1
wouldn’t have agreed........

....but this has been the learning
experience of a lifetime.

Chairman, Large Electrical Utility



Their Discovery:
The REAL
Transformation



Industrial System
Mechanical View

*Separation of thinking and

doing

*Subordinating Power
Relationships
*Emphasis: stability

Knowledge Svstem .

*Organic

Creative

Diffused power and roles
*Change friendly




Having a Business Coach empowered
Tom to double their Revenue...
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BUSINESS FIRST

MANAGING
COMPLEXITY

Flow (P el e .

L1




SYSTEMS
THINKING

—

Managing




The Leadership Role in
Transformation



Ongoing Service Delivery

%—
Perdue Administration

Next Administration
2002 2005 2008 2010 2014
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The Leadership Role in
Transformation

*Envision — the deeper

transformation; a continuous re- &
evaluation of possibilities % e
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The Leadership Role in
Transformation

« Energize — draw
energy from the
legacy you are
creating and capture
the immense energy
of your people




The Leadership Role in
Transformation

« Engage — involve
people so that their
conversations and
mindsets about work
change




The Leadership Role in
Transformation

+ Empower —the  FURCIEERIEIUREAS
next generation of 1
leaders at all levels | DIshSTER
— with ‘o FLOV
accountability il " Growa

COMMITMENT

EMPOWERMENT

CA?ACITY To ACT




The Leadership Role in
Transformation

« Expand - this
may be about a
new ethic in the
larger Georgia
family —
legislature,
Agencies, citizens



The Leadership Role in
Transformation

Endure: hold

the long view
even when in
“dark holes”




Your Role FOR Phase II1
The Ultimate E-Gov

nvision
nergize
ngage
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Xpand
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§Phase lll Change

Leading Sustainable
Transformation for the State of
Georgia
Pat McLagan

Breakout A: Creating a Leadership
Legacy

Breakout B: Changing the Name of the
Game for Employees



Break-out Sessions
Handouts

Peggy Hutcheson, Ph.D.

Changing the Game for Georgia State Employees

Pat McLagan
Creating a Leadership Legacy




Peggy Hutcheson

.4\_ _ INTHE MIDDLE

F
CHANGING THE GAME for \
STATE OF GEORGIA
EI'VIPLO.Y’EES Managers and employees today are "bebwesn

the trapezes” of change and traditional work maodels.

ey
Lavmi

A workshop for Georgia State !

GD‘_?EI'I‘]_I‘IIEH‘I: LeadEI'S What i it like for you as lesder o be between the npees?
;ap]."i.]. B, o008 What do you believe it i ke for other employess in your agency?
Prezented by

Peggy . Hutcheson, Ph.D
W, OdVESEVErOupin C.com
404-943-0313

Cariaip




| Consequences of Entitlement,

@ Autocracy, and Dependency

I large boreascracies it & not unusaal o find, you kave organizations where

entitlement and dependency are dominant among many workens and
autocrscy is the only leadership model many of the managens who lead
departments or programs in the agency know. The consequences of this kind
of organization are relationships that are contested and people who are
chependent amd even angry.

What dyslunctional behaviors (if any)) do you see among employess in the
alale?

Peggy Hutcheson 50

" Your Peak Experiences

With another executive near vou, brielly deseribe one of vour peak
experiencs. You may wish to make noles here to deseribe this experience,

1. What wera vou doing (or had just completed)?

2. What key skills or kosdedge were needed to scoomplish this?

3. What role did others have in this?

4. What made tlese “career high points” meaningful for you?




Peggy Hutcheson

PRODUCTIVE BELIEFS
o Beliefs Cyele @, for a Change-Resilient Workforee
'.__ g, .-'I "_ .-"
) » Beliefs about Work
— Best described as a cluster of roles and
s . outpuats, not “job® and “tasks”
—Well-designed, can be intrinsically
rewarding
kit 2 it 5
: I | Canmips
Whak are some ey beliels that seem o exist in your agency?
Plistess:
1. Beliefs managers hold about emplovess.
2. Beliefs emploves hold about work in this state agency.
1. Beliefs people hold about change.
4 5




i PRODUCTIVE BELIEFS

f@iﬂ,fnr a Change-Resilient Work Force

I-._ .

« Beliefs about People
—Want to do a good job
— Desire work that offers sense of fmlfillment

— Becognize negative nature of conflict and
over-control

—Want to change when they know WITFM

Mz

/

[

Mitess:

Peggy Hutcheson 52

PRODUCTIVE BELIEFS

fé{:\,fnr a Change-Resilient Work Force

« Beliefs about Culture
— Imnovative: seeks fresh thinking
— Growth and learning: focused
— Collegial: evervbody is importamnt
— Caring community

=]
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Provide Dramatically Different
Experiences

'\.\

fﬁ" Changing the Game N
R

[+ Examine the beliefs beh1ndﬂbeh,av1n:_br T 1. Have very different conversations with

Take Action |l those around vou:
f_'a:ﬁ-_-t'.l_upﬂelie_‘fé} — Ask more often than you tell
Draw Conclusions — Usze gquestions that build trust
Make Assumptions — Learn to ask open-ended, non-leading,
| Meanii non-judgmental questions

Observe Data / Experiences
: — a g *
ey o . & [ e

Changing beliefs is not simple. You cannoet simply say, “You shoaldn't it
believe that ™ or “You should believe this.” Belie e From desp insde
el they besgin with experiencs, To begin building o new set of beliefs
whowt the organization, vou must do teo things:

Dramatically change the experiences peaple have,

2. Muisdel the differences in everything you do:
How yow make decisions
What you say
What sctions you take (do you “walk the talk®)

What your priorities are




Provide Dramatically Different
o Experiences

2, Focus on goals, measures
and the rationale behind

these:

- z-way discussions i o

- Fnsurs Emﬁ}lcr}-‘ees and e, h ’ﬁ’
managers have goal setiing T

dizenzsions and follew-ap
- Include goals for

development (how the

emplovee wants to grow)

ey
Loy

Mot

Peggy Hutcheson 54

Provide Dramatically Different
N Experiences

3. Talk frequently about performance:
- Qmarterly emplovee-initiated dizscussions
- What supports [ detracts from ability to

L

perform

S by

Hutes:



Provide Dramatically Different
N Experiences

- 5. Set the stage for continuous srowth and

development:

- Every employee has a plan for developing on
the job
Resources avaidlable for learning about
managing self and career in state government
Fesources avaiable for learning about self-
management, aceountability, and self-direction

l‘\.l.'\-'..l"'.
1 T
b'h‘"*'

™

P T

Lamap

Milesz

Peggy Hutcheson 55

Provide Dramatically Different
f’@‘_ Experiences
“ 'y

6. Show that new behaviors count:
- Showease acocountable action - new idsas,
solving problems, going bevond the norm
- ERezolve that emplovess will be azked “what have
von dome? or “what have vou thought of?” for
problems
- Eeward results

[
Lammip

What specific action can you take to show that new behaviors coane?

13



Peggy Hutcheson

Leadership Behaviors from
,!’@;}200_? Customer Service Summit

.

» Create and communicate a
vision

= Be an example

= Provide training at all levels

+ Empower employees

» Measure what matters

+ Recognize, reward, and
celebrate

s e
Lamuip

il

Employvee Behaviors for a
/é;“_w, Change-Resilient Work Force
% B .

What will vou develop, expect, and reward?

L e
Lamuip

What is ab beast one commitment you will make to develop a change-
resilient work foree in your organization?

Wihen will vou do this?

Hemw will you know that things are changing®
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o The Changed Game v inal Thought on Change
i ; L7 J
"1 + Entitlement Empowerment HyE
’ _II:_'EEEndEH':}- (P}ar;tne;s]:ﬁ - “, . Wherever vou are is called Here
* g —_— g .
ad AT e And you must treat it as a powerful
= Complacent — Growing : stranger.”
= Low commitment Engaged
| (W51 T ; i Aip
Moles:
il

Peppy Huteheson is President of The Odyssey Group, Inc., o management
congulting firm with offices in Atlanta, Georgia and Washington, DUC, The
Oudysaey Group focuses on aligning pecple to changing work roles with
specific practices in competency identification and development,
leadership, and onganizational career development. Her work has been
recogrized by clients and professional organizations, including the
Amerbcan Society for Trzining and Development (ASTID) and the Institute
of Electrical and Electnonic Enginesrs {IEEE)L
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Creating a Leadership Legacy
The Governor's Quarferly Meeting
Wik Pt MeLagan

For each management performance area below, identify which level of manazement in
your Agency has the primary responsibility and shonld be held accountable for
j excellence. Then place an “x™ in the “Noies™ section to indicate key areas to foons on in

the next phase of the Georgia transfonmation process (Le., improvements would ensure a
sustainable lezacy for the frbore.

CREATING A LEADERSHIP s i £ el el

LEGACY e e e e

| desired image
1. Measures of success

A workshop for Georgia State _nmsm systems, core apmhua)
Government Leaders inchuding

April B, soaB €. Open system culture

Presented by " relationships (public. private)

www.McLaganInt.com | 6. Functioming systems//processas

B
MclLagan cheaper)

WcLagan Internetionel, Inc 1
MclLagan

McLagan International, Inc
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10 Commmd.ahpmd.mugmed

Management Deliverable! Excellence Apmcy | Dirscon | Mgr: | E=pe | Notes
Area ::_:'r
b. Transitiomal {complex changes Diraw your current fime
per project plans) allocation:
€. Transformational (fondamental =  Strategic
changes in relationships, roles, =  Process
oulture, thinking — creating a =  Performance Support
orzanization that is comtinually = Individual Cemtributor
open fo chanze and mnovation)
0. Essource optimization: physical assets

11 "lhght"

12. High performance, “Best Place to
Work™ Enviromment

13. Contimaons alignment’ productive —
COMversations

i facus)

Draw your ideal fime
:Ilu-mhnn

Strategic

Deron \ ) ' o

individuals *  Individwal
*  Career support to individuals Contributor

Imagine it is 2012 and there iz a party being hosted to homor your contributions to
the Stafe of Georgia. The main focns is on your role in creating the best mamaged
State in fhe US. What points are being made about you? About the quality of
management and leadership that is your legacy?

MclLagan MclLagan

McLagan Inernational, Inc McLagan International, lnc
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Your Role FOR Phase III
The Ultimate E-Gov
nvision
nergize
ngage
mpower
xpand
ndure

Mclagan

McLagan International, Inc.

the Way for o New Georgla

Geongls Leadarship Instiute Programs
Overview
The Geomgla Leadership Insiiute’s fundamental goal 15 o enabile leaders al all ievels of Geargla
f~ =] o deliver resulis ihat are cusiomer -focused and based an principles.

Furihermore, the & eongla Leadenship Insiiute will estabiish 3 comman leadership framewon for
Geongla siake government.

By enrciing In he insiiuie’s programs, execulives, Managers, SUpEnvVIsns, and s&iT ae
‘embarking upon an enriching and rewanding experience. The | nsifiufe’s programs are designedio
prepare eaders whowil:

Articulaie ard Impiement a vision.

Engage and respond o cilzens.

Enitst, suppart and nspire peapie.

Creale an envimnmentwhers paople Noursh.

Dispizy Imegrity and eam putiic st

Pursy & accouniabilly.

Mz hings happen.

Transfom staie govemment.

Demonsale commiiment and compelence.

o9 Q0 00000

The Instiie's i3 and pariners are oulsEnding professionals who ane commilled o excellence
and bullding awarkforce of flenied leaders. The 43T and pariners of the Geongia Leademship
Insife are cammiied o
o Saning govamment ieaders and arganizalons In enhancing thelr perkymance and
leadership.
o Hislping gowemment SUPErvIsors, Managess, execullves, 3nd halr agencies along nelr
leader ship joumey.

Execunve Leadership Program s & (5 day) residental program. 1 an Inleracive and
chalienging leaming emdironment designed for Govemors 538, agency heads and heir direct

wil facus an creall 3
v o e S SR
Advancement 3 he Temy School of Business, Universly of Geongla, developed this program in
collaboralon wiiht  he Commission for 3 Mew Geongla and e Siaie Persannel Adminisiaian. The
sexsians begin In August, Ociober, December, Aprl and June of the appilcable Nscal year, e.q.,

. Crciober 2008, December 2006, Agil 2009, and June 2009,

Mclagan International, Inc.



Manapement by Intent
By Pat McLagan

Eu‘u'ynmelrlmaludushmdmﬂupmﬂssmn whether for supervisors or
executives — I ask, “How many of you, when you were 20, planned to be 2 manager™
Some, of course, raise their hands. But most, realizing that managing was not their mitial
g:ua],lunkﬂmughiﬁ:l_;heth.wmseﬂ. They"d looked forward o careers in
enpineering, marketing, science, health care, business, povernment service. More
m:pmmt.mmy dreamt of work where they conld achiewe as individuals — create
desipns, sell, make discoveries, solve techmical problems.

When we explore the simation further, it becomes clear that most people in the room still
have a deep-seated affiliation with their imitial practice or professional choice — or with
the motivation patterns that led them there Those who started as engineers, sciemtists,
marketers, sales people, staff specialists or researchers stll view the world through their
origmal prism — even though their job and responsibilifies have changed.

Let me give you an example. It goes back about 20 years to AT&T. T had been working
with the company for a few years. Om this particular day, I"d been halping create a video
on manapement issues. As I left the sadio and walked through the offices toward the
parking ramp, I noticed an enginesnng executive patting on his coat. Now, it was
T:30pm — late by many people’s work standards. I walked over to him,

“Tobm, you're here awflly lae!™
“Yeah... T've been here since §:00am and hawven’t potten a thing done all day.™
“That's a really long day....What's been going o™

“Well, I came in to finish a few performance reviews. Then, there were meetings
abaut the budget and next year's plan. We've got a problem on the producibility
of one of our new products, so I had o meet with Mamifactoring. Then, there
was that leadership video. Tonight, I've been putting thouzhts together for our
part of the anmml report. .. ... I haven’t gotten a thing done all day___.~

thinking and evaluating kimself as an enginesr!!™ His formal education had prepared him
to create designs, to think technically and anabytically, and to see achievement in terms of
his owm technical confributions. He had started his career doing the work he was trained
for and petting his satisfaction by completing @sks himself And, even though he had
moved imto management, his self-evaluation process was still anchored in engineering
and personal task accomplishment. The piles of technical joumals spread among his
manazement reports and memaos confirmed that he was sl a techmical persem at heart.

Mclagan

McLagan International, Inc

Pat McLagan 61

My point is oot o deny the value of a senior manager’s techmical expertise. The point is,
management is a different practice and career. In fact, I believe that manapement foday

meeds i be approached as a profession. In The Practice of Management, Peter Dimocker

was the first to make a compelling case for manapement as a practice {with specific areas
for action) and a discipline (having specific knowledge reguirements). We can make the
case that manapement also needs to be a profession — with basic requirements for eniry. a
code of ethics and practice, and groumded in rigorous theory development and testing.

Management as a Career

I don't want to debate here whether management is a practice or a profession. It is,
however, a distinct career choice: different from being an enpineer, sales person,
scientist, bealth care worker, staff specialist. We could arpae, of course, that
manazement is necessanly a recond career choice: we probably need experience as
individual contributors to ancher us in work realities. Either way, manazement is
different than a fechnical or specialist path. This has a mumber of practical implications.
First, when management i5 a career, then we move into it becanse we want to do the work
of management — not because it is the best or only way o move up the hierarchy or to
make more momey.

Second, when we take on management as a caresr, we commit fo contimally learning the
practice of management Chr reading and conversation shifts frem our technical
spenaltrlnlu:m.qglbmnleadusmpmdmmm We try to undersiand what

makes orpanizations work, how to mobilize resources and create value for all
stakeholders: customers, employees, sharehalders, and society as a whole. Our reading
pile comtains Leader to Leader, the Harvard Business Review, Government Execrtive,
books on innevation and leadership, and even academic journals like The 4cademy of
AMmnapement Executive. The reading pile may also contain an article or two on
globalization, change managpement, developing couniry ecomamics, power and politics,
and persomal qualities of great leaders.

Third, when we approach managing as our primary practice, our self-evaluation criteria
change. Iusmdufﬁe&llngpudlhmnmmtshmul achievements, we rejoice in the
achievements of the groups and people we lead. We fesl bullish about our day if the
people we lead have internalized a vision that will guide decisions in the fiture. This all
Tequires a lomger range perspective — bt that is why mamagers are paid more than
individual contribators. Manapement’s “time-span-of-impact”™ (Taques) is supposed o be
longer and broader than that of the people they lead.  There are major implications here
for management performance review. I will address these later.

Eelated to the new self-evaluation criteria is a fourth implication of seeing mamagement
as a career. Managzers hawve instimtional power. Managers comirol, move, and trade off
resources. With disproportionate power goes disproportionate responsibility. : :
Professional managers have an obligation to wield power responsibly. This requires high

Mclagan 7

McLagan International, lnc



lewels of self-swareness. As career managers, we do things o increase our self-
awarensss and fo raise our own emotional mtellipence. We get feedback, listen to others,
observe our own actions and impacts, and see ourselves in service tn, ather than being
served by, our organization.

A Contribution Fiew of Management

Management work is different than the technical work it coordinates. So, why do so
many people still have problems reating manapement 35 a Caresr, A pRACHCE, 07 3
profeszion? Coe bip reason, I believe, relates to how we define memagement. For some,
it’s “geiting things done through others.™ For others, manapement equates to the
achievements of the orgamization” managers’ poals and standards are indistinguishable
from the goals and standards of the organization they lead These definitions are good as
far as they go. Buf they don’t answer the “vahwe-add” question. They also make it
difficult for managers o evalnate their own achievements — to articulate what makes their
coniributions umique. This, in tum, canses many achievement-motivated managers — like
the enzineering manager at the bepinning of this article — to fall back on old salf-
evaluation models.

Theze is a way to address this problem — o make the work of manapers tangible It
Tequires us to answer the question: what do managers condrifude that creates value? At

performance swpport, individual career support, appropriately saffed positions.

At all management bewels, short and long term results are, of course, indicators that
manazement has deme its job. But the work of manapement is different than the technical
work itself, and we have to look at what managers provide that adds value to the
equation. Manazement does bave deliverables, bt most of them are anabling
deiiverables. Is it possible to assess them? Yes. we can assess visions, sorategies,
decisions, networks, cultures. We can assess the quality of systems and processes, of the
thinking and problem-solving processes people nse at work, the quality of coordimation.
‘We can also evaluate the work environment in a supervisor”s unit, the quality of
performance support and staffing resolts.

Unfortumately, most managers are evalaated on owerall short term organization or wmit
tesults. We are not held acconntable for our management contritations — contributions
whose value may not be evident until weeks, months, or even years info the fiubore. Thus,
our attestion is focwsed primarily on the short term. We evahmte ourselves using the
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same cTiteria as our sales people, engineers, scientists, designers, and other front line
workers. Certaimly, short term resulis are important — managers and their entire
organizations are mutually accountable for them. Buot 2s mamagers, we add value by
delivering our own umigue management “products” It's time to make these a key focns
for management goal setting and performance review. It's time o help ws feel poad
about the contribnations we make to the perfonmance context that is managements’ umique

PUIVIEW.

Theory: Every Monager's Responsibility

Beyond taking, responsibilify for management deliverables, the best managers are also
axpart praciifioners. That is, they constantly observe what is happening, develop theonies
to explain swocess and failare, and draw oo those theories to guide action. Donald Schon
WTnie years ago about what distinguishes experts in any field He said that experts
appeared to be artists. But a lot is going on under the surface. Experts draw on a variety
of sources of personal and team expertise, nclading tested procedures, models of what
“sheuld be,” and theories —as well as their own experience. There is more to it, of
course, but the point I want to make is that expert management is not just reacting. It
inwolves an interaction of educated thought and practical experience.

Fecently an issue of The dcademy qff Management Executive featured an article
presenting and evalaating 73 theories of crpanizational behavior. They inchaded theories
of motivation, leadership, orpanization, decision making. Eight theories rated high in
both walidity (they describe what actally happens) and wsefulness. Inchedied in the list
was 2 theory I draw on in this article; McClelland"s achievement motivation theory.

If 1 didn't know McClelland s motivation theary, I would have missed the implications of
the enginesring manager’ s siatements. According to McClelland s theory, different
motivation patterns drve attention and behavior. He identified three: achievemant,
affiliation, and power motivation. People with kigh achievement needs like to do things
often forepo results in favor of improved relationships. A person with high power needs
will forus on expanding her inflvence more than on direct resolts. McoClelland found that
ﬁehﬁthﬂﬂsmdmufamhmmufhgtaﬁhmmmﬂmmmma
mixhare that valwed using power for larger pood.  High achievement needs made it
difficult for many people to lead latge groups: people who lead with this drive often try
o do rather than swppert the techmical work.

Today"s manapers, without anchers in zood theory as well as experience, follow too
many fads and apparent best practices that look good but don't necessarily get resalts.
It's every manager’s responsibility to contimually keamn aboat what realty works. This
Tequires reflection on personal experience as well as active enquiry through meading,
discussions, and formal leaming expenences.
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Paying attention to both manazement theory and practice is what having a career in
management is about.

The Tip of the Teeberg

For years the management field has been struggling to define itself Peter Dracker
ipmited the process. Attempis to distingnish "management” and “leadership” carried the
efforts forward. Today, there are buge challenges to do more with bess, to integrate wocal
and diverse stakeholder interests, to make decisions under the spotlizht. I don't think the
respamsibilities must both define and mobilize for the fitmre (lead) AND make it happen
(manaze). The challenpe is to be clear about the value-add of manapement work and to
ensure that those we entrust with this work become expert practitioners of their craft.

qudlhzs,nmq'beum l:recngmaethal mnagmm:s apmem:n with agreed

managing others. By recopgnizing this, I am not saying that we need the bureancratic
accreditation and credentialing processes of the past These don't mowve fast enough and
often stifle immovation. We do need a consensos that manazement s role is to multiply
the value of the resources in any organization. And we need consensus about, and

contimaal inquiry i, bow this expanded perspective thinking can and should be done.

Today ower 13 of the changes orpanizations implement fail. Owerhauls and fads come
and po - taking precious resources with them. Pepple whe have no real motivation o
lead et promoted until they reach their levels of incompetence, dissatisfaction and all too
frequently, optimal destmction. Manapers ofien meve up and up without changing their
primary affiliation from thedr imitial career choice to management. And, we contime to
evalnate manazers on short term results without simnitansenshy holding them
accountable for creating the performance emironments for firre success and service.

Many managers may not have planned for caresrs in mamagement when they were 20.
But those who put on the manapement mantle today nust make a decision to shift their
10 be on mamagerial work: work where others achieve while managzers create the
conditions for high achievement.: today, tomorrow, and the day afier that.

& 2004 Patricia A. McLagan Published in Leader to Laoder Magazine No. 34, Fall
3004, published by the Leader to Leader Institute, oniginally the Peter F. Drucker
Foundation

Mclagan 10

McLagan International, Inc

Pat McLagan 63

MMEWBEM@MM ammagm.enlmmulnnr,ﬁm

:mﬂmnﬂp@h&muﬂﬂ(}cn@aﬂm 5he is anthor or co-author of
many books and articles, including The dge qff Parficipation: Now Governance for the
Workplace and the H’wﬁﬂh@lhﬂwtjm On-the-Leval: Parformance
Communication thar Forks. She is the 7 woman and 15® parson inducted into the HRD
(Human Resource Development) Hall of Fame, and has received mamy other awards,
inchyding an honorary professorship at the Tniversity of Johannesturg in South Africa.
Websites: www.mclaganing oom amd (for US povernmend) hitp.rsa molasanint com. E-
mail: patmclagani@mclaganint com.

Mclagan 1

McLagan International, lnc



